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THE GROWTH COMPLEXITY BRIEF

== EXECUTIVE SUMMARY

The Alignment Reality

Why capable organizations, full of capable people, quietly lose the abi

EXECUTIVE SUMMARY - , SEPTEMBER 2026

ty to execute as they grow.

45 - 1,225

COMMUNICATION PATHS

in a team of 10 vs. 50 — coordination load grows
with the square of headcount.

Why organizations become misaligned

Alignment is a starting condition, not a permanent one. Early on it is held
together by proximity; as headcount, layers, and systems multiply, that proximity
quietly disappears.

Why leaders begin solving different problems

Absent a shared operating picture, each capable executive rationally optimizes
their own function — and the organization begins pursuing several strategies at
once.

“Growth does not create misalignment. It reveals the misalignment that proximity used

to hide.”

Sources:

~70

CANNOT NAME THE SAME PRIORITIES

of executive teams disagree materially on the top
three priorities (directional composite).

1in3

SENIOR HOURS LOST

to escalations that should resolve a level or two
below the executive team (directional composite)

How growth creates complexity

Every new hire, market, and system adds coordination cost. Growth does not
merely add work — it multiplies the connections between the people doing it — a
dynamic PSP calls Complexity Compounding™.

Why execution slows despite good people

The constraint is rarely talent or effort. It is that leadership, technology, people,
and execution stop moving in the same direction, and every gap between them
becomes friction. In PSP’s Growth Complexity Equation™, alignment is the
denominator — the one term that divides the drag of complexity rather than
adding to it.

IN THIS ISSUE

Why Alignment Matters

The Symptoms of Misalignment
What It Costs the Business
What High Performers Do

The Executive Checklist

The Boardroom Question

Page 02




THE GROWTH COMPLEXITY BRIEF FEATURED INSIGHT - ISSUE #2, SEPTEMBER 2026

== THE MECHANICS

Why Alignment Matters

Growth does not just add people. It multiplies the connections between them — and alignment is what keeps those connections productive.

As an organization grows, the arithmetic of coordination turns against it. Alignment — the degree to which leaders pursue the same priorities, in the
same direction, at the same pace — is easy to maintain across a room and difficult to maintain across a company. Four forces pull it apart.

FIGURE 01 - COMMUNICATION PATHS GROW WITH THE SQUARE OF HEADCOUNT

== Headcount - grows linearly

=== \\Vorking relationships & dependencies - grow with the square

ORGANIZATION SIZE -

Growth multiplies communication paths

Ateam of ten has forty-five possible connections; a team of fifty has more than twelve hundred. Headcount grows in a line, but the paths between people
grow with the square — a dynamic PSP calls Complexity Compounding™. While the day stays twenty-four hours long, coordination — not capability —
becomes the scarce resource.

Executive priorities quietly diverge
Each leader optimizes what they can see. Absent a shared, ranked set of priorities, a capable CFO, COO, and CTO will rationally pursue different ones —
and the organization begins executing several strategies at once, none of them fully.

Decisions become inconsistent

When decision rights are implicit — an undesigned Decision Architecture™ — the same question receives different answers depending on who is in the
room. Teams learn to route around the ambiguity, and speed and consistency both erode.

Accountability becomes unclear

As ownership blurs across functions, decisions are revisited, initiatives stall, and no single leader is answerable for the outcome. Effort rises; results do not.

CEO TAKEAWAY

Alignment is not a soft, cultural nicety. It is the denominator in the Growth Complexity Equation™ — Growth x Complexity + Alignment = Execution
Capacity — and the one variable leadership directly controls.
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== DIAGNOSIS

The Symptoms of Leadership Misalignment

The pattern matters more than any single symptom. Misalignment is visible long before it is named.

Misalignment rarely announces itself. It surfaces as a pattern of small, recurring frictions that are easy to explain away individually — and expensive to
ignore collectively. The following signs are the ones executive teams recognize first.

Departments pursue different priorities Initiatives compete for the same resources

Each function optimizes locally; there is no single ranked list the whole team Too many priorities chase the same people and budget, and everything slows.
defends.

Executive decisions take too long The same discussions repeat

Choices that should resolve in days wait weeks for alignment that never quite Meetings exist to clarify prior meetings; decisions are made, then quietly
forms. reopened.

Messages to the organization conflict No one is sure who owns a decision

Employees receive different signals from different leaders about what matters Ownership is inferred, not assigned — so it is claimed in success and diffused in
most. failure.

Accountability is diffuse Initiatives launch faster than they finish

Cross-functional outcomes belong to everyone in principle and no one in The portfolio of started work grows; the portfolio of completed work does not.
practice.

IN PRACTICE - ILLUSTRATIVE, ANONYMIZED COMPOSITES

e An executive team spent months debating priorities because no one owned the decision.

e Rapid hiring created overlapping reporting lines that no governance existed to reconcile.

o AnAlinitiative stalled after launch because no executive owned its adoption.

e Two functions built competing roadmaps because the top three priorities were never ranked.

e Astrategy agreed in the boardroom was interpreted three different ways one level below.

HOW TO READ THE SIGNS

One or two of these is normal in any growing company. Four or more, appearing together, is not a set of unrelated problems — it is a single alignment
problem wearing several disguises.
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== THE COST

What Misalignment Actually Costs

The price of misalignment is invisible on the P&L and visible everywhere else — in speed, in morale, and in the returns on every investment.

The cost of misalignment never appears as a line item. It is paid in execution capacity — the organization’s ability to convert intent into outcomes —
and it compounds quietly through a predictable chain.

Leadership misalignment Project delays Employee frustration
Al adoption stalls Technology underperforms Operating costs rise Customer experience suffers

The friction becomes financial

This is what PSP calls Complexity Economics™: a tax levied not on the P&L but on execution capacity. Each hand-off between misaligned functions adds
latency, rework, and duplicated effort. Talented people spend their energy negotiating internal ambiguity rather than serving the market. Technology and Al
investments — which amplify whatever system they enter — deliver a fraction of their promise, because the organization was not aligned enough to absorb
them.

None of this shows up as a single, attributable number. That is precisely why it persists: the cost is real and large, but it lives between functions, where no
one owns it.

“Misalignment is not a soft problem. It is an execution tax — paid in the one currency the income statement
never shows.”

CEO TAKEAWAY

Before adding strategy, technology, or headcount, ask what each will cost if the leadership team is not aligned enough to use it. Misalignment

multiplies every subsequent investment’s downside.
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== THE RESPONSE

What High-Performing Organizations Do Differently

Six disciplines separate teams that stay aligned as they scale from teams that drift — and none of them depend on personality.

The strongest organizations do not have more aligned personalities. They have better alignment systems. They treat alignment as an operating
discipline — built deliberately and maintained continuously — rather than a mood that depends on the founder being in the room.

Executive Operating Rhythm Clear Decision Rights

A predictable cadence in which priorities, trade-offs, and decisions are made in Who decides what, at which level, is explicit and written down — a deliberate
the open — not in hallways between meetings. Decision Architecture™, so speed does not depend on who is in the room.

A Single Set of Priorities Governance for Velocity

One ranked list every leader can recite from memory. If the top three are Oversight designed to make good decisions faster, not merely safer — what
contested, nothing below them is truly aligned. PSP terms Governance Velocity™.

Shared Executive Scorecards Cross-Functional Accountability

A common set of measures the whole team is accountable to, so functions are Clear ownership for outcomes that live between functions — the seams where
rewarded for the enterprise outcome, not the local one. value and risk quietly concentrate.

THE PRINCIPLE BENEATH ALL SIX

Alignment is not achieved once and kept. It is re-established on a cadence, because every stage of growth quietly expires the alignment that fit the
stage before it. In PSP’s framework — the Growth Alignment Model™, overleaf — these disciplines strengthen the Leadership and Execution
capabilities that set the ceiling for the other three.
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== PROPRIETARY FRAMEWORK

The PSP Growth Alignment Model™

Five interconnected capabilities that must evolve together for sustainable organizational growth.

Sustainable growth requires five capabilities — Leadership, Technology, Al, People, and Execution — to evolve at roughly the same pace and in the
same direction. When even one lags significantly, friction rises, performance suffers, and growth itself becomes a source of organizational stress
rather than strength.

CAPABILITY 01 - FOUNDATION
Leadership

Structures, accountability, decision rights, governance, and executive cadence.

WHEN ALIGNED
v Decisions accelerate
v/ Resources follow strategy

v Al creates intended value
CAPABILITY 02 - INFRASTRUCTURE

Technology v Talent performs at potential

Systems, platforms, data, vendor governance, cybersecurity, and roadmaps. v Initiatives complete on time

CAPABILITY 03 - AMPLIFIER
Artificial Intelligence WHEN MISALIGNED

Readiness, responsible adoption, policies, workforce use, and risk oversight. X Decisions slow or stall

X Resources follow politics

CAPABILITY 04 - CAPABILITY X
People

p x

X

Leadership capability, workforce planning, retention, performance, and culture.

Al creates unmanaged risk

Talent disengages

Initiatives multiply, few complete

CAPABILITY 05 - DISCIPLINE
Execution

Priorities, KPIs, dashboards, operating rhythm, and measurable outcomes.

Leadership sets the ceiling for everything beneath it — which is why leadership alignment, the subject of this issue, is the highest-leverage capability in the model. The full framework,
including the Growth Complexity Equation™ and the discipline of Growth Complexity Management™, appears in The Executive Growth Complexity Playbook™.



https://pspexecutive.com/executive-growth-complexity-playbook/

THE GROWTH COMPLEXITY BRIEF RIS PRPER'SIPIEICTIVE ISSUE #2, SEPTEMBER 2026

== PSP PERSPECTIVE

It Is Rarely a Capability Problem

Organizations rarely fail because executives lack ability. They struggle because complexity grows faster than the leadership systems meant to

contain it.

Across advisory work spanning manufacturing, professional services, healthcare, and technology — organizations from tens of millions to several
hundred million in revenue — the conversation is remarkably consistent. The specifics differ; the pattern does not.

The executives in these engagements are experienced, capable, and committed. That is precisely the point. The organizations that struggle are rarely
short of talent, strategy, or effort. They struggle because the leadership systems built at an earlier stage — the decision rights, the operating rhythm,
the shared priorities — were never redesigned for the organization as it exists today. Growth widened every gap faster than anyone deliberately
closed it.

This is why adding another strategy offsite, another dashboard, or another tool so often fails to move execution. Those are answers to a capability
question. The real question is one of alignment: are leadership, technology, people, and execution moving in the same direction, at the same speed?
When the answer is no, more of anything simply travels through the same friction. This is the core of the discipline PSP calls Growth Complexity
Management™: aligning the five capabilities of the Growth Alignment Model™ — leadership, technology, Al, people, and execution — faster than
complexity can accumulate against them.

“Organizations do not outgrow their talent. They outgrow the systems that once kept their leaders aligned.”

The encouraging news is that alignment is a system, and systems can be rebuilt. It does not begin with a reorganization. It begins with a leadership
team willing to name, honestly, where they have quietly started solving different problems — and to rebuild the rhythm, the decision rights, and the
shared priorities that keep them solving the same one.

THE PSP VIEW

The most valuable question an executive team can ask is not “what should we do next?” It is “are we still aligned on what we already decided?” —
PSP Executive Advisory
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== EXECUTIVE CHECKLIST

The Leadership Alignment Checklist

A ten-question diagnostic for the executive team. Where you disagree is where your next growth constraint is forming.

Ten questions for your next executive meeting. Answer them independently, then compare. The value is less in the answers than in how much your
team disagrees — the disagreement is the map of where alignment work should begin.

Can every executive state the same top three priorities — without conferring first?

Is it explicit who owns each major decision, and at what level it should be made?

Can significant decisions be made without escalating to the CEO?

Do departments share a single set of priorities, or defend their own?

Is accountability for cross-functional outcomes clearly assigned to a named owner?
Who owns Al decisions — and is that owner known across the leadership team?

Does the executive team operate on a predictable decision-making rhythm?

Do the executive scorecards measure shared enterprise outcomes, or functional silos?
When priorities conflict, is there a clear, agreed way to resolve them quickly?

Would the next two levels of leadership describe the strategy the way the executive team does?

HOW TO USE IT

Have each leader answer privately, then reveal together. Any question where the team splits is not a communication issue to smooth over — it is an
alignment gap to design out. Start with the one that would cause the most damage at twice your current size.
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— THE BOARDROOM QUESTION —

If every member of your executive team
wrote down the organization’s top three priorities,
how many lists would match?

This is not a hypothetical. It is a diagnostic. The degree of overlap between those lists is a direct
measure of your organization’s alignment — and, therefore, of its capacity to execute what it has

already decided.

BRING THIS QUESTION TO YOUR NEXT EXECUTIVE OR BOARD MEETING

PSP EXECUTIVE ADVISORY CONFIDENTIAL Page 10 pspexecutiveadvisory.com
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== EDITORIAL SIGN-OFF

Growth is not the challenge. Complexity is.

The next decade will be led by the best-aligned organizations, not the best-resourced ones.

Leadership alignment is not a people initiative.
It is an execution capability.

The organizations that will lead their industries in the next decade are not the ones with the best strategy
decks or the most tools. They are the ones whose leaders stay aligned — on priorities, decisions, and
accountability — faster than growth can pull them apart.

EXECUTIVE TAKEAWAYS

01 Alignment — not strategy or technology — is the binding constraint on execution as organizations scale.

02 Growth manufactures complexity: communication paths grow with the square of headcount, while the day stays the same length.
03 Misalignment is an execution tax — invisible on the P&L, visible in speed, cost, stalled Al, and customer experience.

04 High performers treat alignment as a system: operating rhythm, decision rights, shared priorities, governance, scorecards, and
cross-functional accountability.

05 Leadership sets the ceiling for the five capabilities of the Growth Alignment Model™ — which is why leadership alignment
compounds across the whole organization.

Next in the series — Issue #3 - The Governance Gap.

PSP EXECUTIVE ADVISORY CONFIDENTIAL Page 11 pspexecutiveadvisory.com
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== ABOUT THE FIRM

People. Systems. Performance.

Executive perspectives on leadership, organizational effectiveness, governance, Al, people, and sustainable growth.

PSP Executive Advisory helps CEOs, founders, executive teams, and boards navigate organizational complexity through executive advisory services
spanning leadership, governance, organizational effectiveness, technology, Al, cybersecurity, and sustainable growth.

Learn more: pspexecutive.com

Continue Your Executive Assessment

Understanding organizational complexity begins with measurement. Take the complimentary Growth Complexity Index™ to identify the leadership,
governance, technology, Al, and people constraints that may be limiting your organization’s next stage of growth.

START GROWTH COMPLEXITY INDEX™

pspexecutive.com/growth-complexity-index/

Part of the PSP Executive Briefings series - Also read The Executive Growth Complexity Playbook™

hello@pspexecutive.com - pspexecutive.com - LinkedIn: PSP Executive Advisory
© 2026 PSP Executive Advisory. All rights reserved.
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